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5 E 56 Headquarters transmittal of pnrovosed imrove- 
ments in the Fitness Report 
Program to the ‘Executive Director. 
Comptroller in a format Bultable 
for consideration by the Deputies. 
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MEMORANDUM FOR: Executive Director-Comptroller 


SUBIECT t Improving the Fitness Report Program 


1. From & review of the Agency's perforunnce evaluation evetem and 
Federal personnel management plans in this area we recommend certain chanves 
to iaprove the Fitness Report Provram. These recommendations ere contained 
in the Attachment, which would he suitoble for presentation in a meeting of 
the Deouty Directors should you vish to do so. 


e, There fe no current prospect of major changes in Federal performance 
evaluation prograas which would bear on thie Ageacy's system 


& <A representative of the Civil Service Comission advisers thet 
the Coum{ssion contanplates no sisnifieant chanses in current nolicies 
end procedures for nerlormnnce evalustion in the foreseeshle future, 
The Commieston will continue to review tml spprove systems ag ceveloned 
by Federal agencies within the vrosent poliey framework ag agtobli shed 
in the Sedernl fersonnel Uanual. Ordinsrily such plans will have theee 
rating levels: Gutstanding, Satisfactory, and Unsatisfactory. 


% The Foreieon Affairs Manuel wes amended recently to require 
thet the rated offleer, after reviewing the completed report and the 
reviewing officer's counents, append & statement "Corti rying that the 
rating officer discussed the performance and the renort ... with the 
yeated officer and commenting on the extent to which adequate voals or 

stendarda for the rated officer's nerformance had teen eateblishbed. 
The roted ofMcer may rebut the evaluation ..,. and coment on its 
eontents Af fal chooses," Responsible planning officers in the Dee 
partianant also advise that other proposals which are being develoued 
for possible future consideration would discontinue numectcal YALINESs 
eall for enploywes' self anpraissla, and generally allow ratera wore 
freedom in presenting comment on siymiMicant aspects of verformance, 


3. This Awency's system of rerformenee evalustion evolved throuch st 
least a dosen sisnificant modifications durinz the luat twenty yearn. In 
its present form 1t represents practical adjustments in consideration of 
multiple and sometimes conflicbing meangenent objectives. Yor example: 


& The advanteces to the Asency of a sincle system have been 
found to outweizh possible advantages which micht derive from the 
development of different systems to meet more directly tha sneciMe 
needs of the several career services, 
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b. Although "Unsatisfactory," "Satisfactory," and "Outetending" 
rating categories would probably satisfy Ageney level interests in 
evaluating individual performance, a scale of five categories has 
proven to be more useful and adapteble to the more refined needa of 
the several career services, These adaptations have been formalized 
in some cases through component publications of special guidance to 
various groups of supervisors in the use of the Fitness Report, 


e. In response to shifts in the focus of management's interest 
the Agency system has moved from showing the employee the full report 
of his performance evaluation to showing him one-half of a two-part 
report (Performance and Potential) to, as now, showing the employee 
all of the report except the comment of the reviewing official. 


a, From time to time some of the five rating categories have 
been renaned to accommodate changes in management's interest. For 
example, at varlous times management has looked to the system for 
statistical comparisons in accordance with a normal distribution 
curve, for distinctions between the levels of performance among the 
majority of employees who are performing within acceptable limita, 
and for the identification of employees whose performance is marginal 
and requires corrective action. 


4. This review has led us to conclude that it would be in the Agency's 
interest to retain the basic format of the current Fitness Report with five 
rating categories. This will continue to provide enough standardization to 
allow comparisons of the ratings in different components of the Agency and 
will ensure continuation of the ebility to make comparisons of eurrent and 
future ratings with past records of performance. As in the past modifica. 
tions of items within this framework can be made in response to shifts in 
management interest, 


g. I will be glad to discuss these proposals with you at your con- 


ventence, 
Harry B. Fisher _ 
Director of Personnel 
Att 
Distribwtion: 
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Improving the Fitness Report Program 


1. We are making minor changés in the Fitness Report to implement 
improved career selection procedures and the PHRFIT sub-system of SIPS. 
This is an opportune time to effect certain other improvements in the 
program as well, 


a. The Fitness Report Program is deficient in that it denies 
employees access to the comments of their reviewing officials. Most 
experienced employees will have seen Fitness Reports wherein the 
official evaluation of performance as recorded and understood by an 
employee and his supervisor has been altered significantly and with- 
out their knowledge by the comments of the reviewing official con- 
cerned. Thus, this very important information becomes immediately 
available to all who have access to the official record, but is 
denied to the employee for whom it is of greatest concern, Sometimes 
this practice has been defended on grounds that an employee should 
not know the reviewing official's comments about his potential or 
how the reviewing official evaluates the liberality or strictness 
of the rater. It has also been said that the comments of reviewing 
officials would be less objective and candid if they knew that the 
employees concerned would see them. These arguments do not hold 
water. An employee should see the official evaluation of his per- 
formance and any remarks concerning his potential as recorded on 
his Fitness Report by both his rating and reviewing officers; and, 
the comments of one should be no less forthright than those of the 
other, Furthermore, current instructions that the reviewing official 
should comment upon the “liberality or strictness of the rater" 
seem out of order. Such comment does not belong in the Fitness 
Report on the employee being rated. Presumably, both rating and 
reviewing officials record their honest evaluations, and there is 
legitimate room for differences between them. 


Recommendation: The Fitness Report format should be rearranged 
to make the employee's certification the last item on the form 
and have it cover the entries in all parts of the form, including 
the comments of the reviewing official. 


b. The Fitness Report System should go further than it does 
to encourage employees' participation in the evaluation process. 
Although current instructions provide that "the person being rated 
may attach a memorandum concerning any part of the Report," the 
statement is more or less buried among other items of instruction. 
It would improve the system to include a more positive statement of 
encouragement on the Fitness Report form itself. This would offer 
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some response to the frequently expressed complaint that management 
lacks interest in employees’ views concerning their work arrangements 
and their aspirations for career development, - 


Recommendation: The Fitness Report form should be revised to 
include a statement inviting the employee to attach as part of the 
official record a memorandum including any comments he wishes to 
make about his performance evaluation, his work situation, or his 
interests in career development. 


¢. Publications issued by various components to guide supervisors 


in the most effective use of Fitness Reports have been helpful in 
adapting the system to different work requirements. 


Recommendation: A Notice should be issued to encourage oper- 
ating officials at the office level to supplement Agency regula- 
tions in appropriate circumstances by publishing guidance to 
supervisors under their jurisdiction concerning those character~ 
istics and qualities of performance which are of particular 
significance for evaluation, 


-d. The sometime practice of marking Fitness Reports prepared 


in particular components in some manner to suggest that they are 
truly "objective" and "valid" serves no useful purpose and should 
be discontinued. There is no evidence that Reports prepared in any 
particular component are in fact more reliable than those prepared 
elsewhere, 


2. 


Recommendation: Agency regulations should be changed to prohibit 
marking Fitness Reports to suggest that the evaluations therein 
are characterized by special objectivity or validity. 


With your approval, the Director of Personnel will initiate action 


to implement the above recommendations. 


a 
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D. 
This was a paper we had to prepare in response to ExDir request, 
following IG Survey of IAS. I thought it also met Bill C.'s requirement 
for a paper on Young Professionals. We describe problem and recommend 
possible job restructuring - Bill C. called to tell me this was "splendid 


paper. " 
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B. 
Bill C. believes this paper will be the hit of the program. It 
displays dramatically the number of PRA assignments of supergrades 
and that 10 have endured for over 5 years. He also believes the annual 
review concept has merit - I do too - but I'm not sure all Deputies will 


react as he expects. 
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E. 


This paper produced on demand is a motherhood type. We state 
obvious barriers to mobility and then some suggestions. It is intended 


to stimulate discussion. 
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F, 
Vacancy Notice - is really one part of increasing mobility and 
rotation. When your Office Heads note it down they are doing so without 
knowing what is really meant. They visualize a vacancy notice every time 
a job opens up - with all interested encouraged to apply - this not intended. 
At other extreme is when you have position which you can't fill 
(which is rare indeed) vacancy notice to be used. 
We could probably get better use of vacancy notices within 
Directorates and within Career Services - at least employees should have 


ability to go to centralized point (D/Pers) where info on all vacancies kept. 
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I believe IC is overstating requirement in FY 73. Would guess 
they could get by with 25-30 in FY 73 and balance in FY 74. 
Believe Bill C. leans towards absorbing cut, to continue downward 
trend line - DCI said much the same in his talk to Pers. people. If IC 
can get by with say 25 in 73 - we would be talking about absorbing a 47 
additional cut elsewhere in Agency (72 - 25= 47), If no further external cut 
imposed for FY 74 I believe Agency could also absorb additional cut of 66 
(123 - 47 = 66) in FY 74. I believe most of these cuts would be transfer of 
positions to establish new ones with people being transferred internally to 
fill, i.e., 
IC will meet many requirements internally 
0/7 - transfer of CS people 
Commo - [assume same 
I would tend to vote for option 3 - absorb - i.e. - stay flat in FY 74 
we need one year respite from cuts to stabilize, improve imbalances in mix - 
and to increase flow of young professionals into Agency. We might then be 


ready to again cut in FY 75. 
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Major Issue 2. 


Lam inclined to a third option - I'd make a reasonable redistribution 
of vacancies - leaving DD/P enough to meet 74 requirements and then ask 
for balance of say 50 contract positions in routine budget submission. [If 
questioned by OMB we could then show that we made good management effort 


to distribute vacancies and asked only for additional slots needed. 
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